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Best Practices for K-12 District Level Leaders: Information
Communication Technology and Its Impact on Work-Life Balance for
K-12 Leaders

Carolyn D. Manning-Washington, Abilene Christian University

Abstract
In an ever-evolving time of technology in our society and, more specifically, in our schools, the
need for school leaders to equip themselves as technology leaders of the 21st century. While the
role of the school principal has included the need for sound instructional strategies and keen
managerial styles, this role is changing quickly due to the increased access to information
communication technology. Principals are finding themselves strapped with cell phones, iPads,
laptops, and other technology tools to meet the ever-demanding needs of the principalship role.
Therefore, school district leaders would be wise to investigate and evaluate the pulse of the
school principal relative to the technology leader.

Introduction
Information communication technologies (ICTs), such as smartphones and laptops
(Radicati, 2014; Yelton, 2012), have become increasingly accessible in a variety of formats and
for a variety of uses (Koekemoer & De Wet, 2016). Individuals use various forms of information
communication technology in their personal lives and use such ICTs in their work lives
(Koekemoer & De Wet, 2016; Networked Workers, 2008). From the early adoption of mobile
devices, personal computers, and personal digital assistants to more widespread, competent
communication devices such as laptops and smartphones, individuals are now available 24 hours
a day via email, text messaging, live-stream, Facetime, and other forms of social media.
Information communication technology with devices such as smartphones and laptops
has become a cross-cultural societal norm (Radicati, 2014; Yelton, 2012). Additionally, many
employers provide these technologies or a stipend for employees to use their own devices,
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otherwise known as "bring your device" (Guerin, 2017). However, research findings suggest that
such an increase in access to ICTs has proven a disadvantage in work roles considered highly
demanding or stressful (Chesley, 2014; Diaz et al., 2012; Sayah, 2013; Sungdoo, 2018).
School leadership in kindergarten through 12th grade (K-12) public schools is a highly
demanding and stressful work role, with principals dealing with a significant number of pressing
and overwhelming challenges (Armstrong, 2015; Bryan, 2015; Burke et al., 2012; Krzemienski,
2012); with some principals working up to 80 hours a week (Drago-Severson et al. (2018) and
some even considering leaving the profession (Sogunro, 2012). School leaders are more than just
administrators; they are responsible for managing the daily affairs of the school, transforming
schools through vision, and routinely visiting classrooms (Harding, 2016). School leaders also
manage school budgets and are physically present for meetings during the workday, after-hour
board meetings, evening functions, community functions, and sometimes weekend functions,
with the added responsibility of technology leaders in the 21st century (Baydar, 2022).
Current literature has suggested that school leaders report using after-work time to
respond to emails, complete observations, and complete reports (Oplatka, 2017). In some
instances, school leaders were even asked to post on Facebook, build relationships through social
media sites such as WhatsApp, and tweet about daily happenings in the schools (Capelluti &
McCafferty, 2017). Given the high work demands, K-12 leaders struggle with work-life balance.
Easy access to information communication technology or school district-provided ICTs may
compound work-life balance, leaving leaders to find themselves having to decide between time
spent on social media and time spent with family.
In a recent qualitative study of eight school principals, ages ranging from the mid-30s to
late 50s, including three males and five females, 3 African American women, two African
American men, one Caucasian man, and one Caucasian woman, and all from suburban school
districts in Houston, Texas. Findings from this study suggested the following (a) K-12 principals
feel overwhelmed in their roles because of the job demands, being available 24 hours a day
through cell phone, text messages, and emails (b) K-12 principal task are highly driven by the
use of technology for instructional needs, managerial needs, and social media needs, and they
require much training (c) While available technology assists K-12 leaders with completed job
task promptly, the study also found that access to technology was considered at times intrusive,
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(d) K-12 leaders need practices or policies that will provide better work-life balance for K-12
principals.
While the above overarching finds were presented, a deeper analysis of data revealed K12 leaders' feelings of guilt associated with not responding to text messages or phone calls and
the inability to disconnect mentally when receiving an alert from a phone call or text message.
Of more significant concern were the principals sharing of major health concerns and other
emotional and psychological ramifications of their role. While one would agree that in school
leadership, there is a tremendous amount of responsibility and demands that require a great deal
from the K-12 leader, the question becomes, at what cost?
In summary, the increased accessibility to ICTs has further impacted work-life balance
for K-12 leaders. School principals are now seen as technology leaders in addition to all their
other responsibilities. Therefore, it would be of significant value for school districts to consider
the following recommendations to sustain school principals in the 21st century (a) to train school
principals in the use of technology to meet their needs better, and (b) to develop district practices
that support and cultivate work-life balance.
Recommendations
After studying the phenomenon of the increased accessibility of information
communication technology and work-life balance of K-12 leaders using an interpretative
phenomenological approach and analysis of individual participant interviews of K-12 principals,
it is my recommendation that school district leadership (i.e., superintendents and school boards):
routinely evaluate the needs of K-12 leaders and analyze the stressors associated with the role of
the K-12 principal. Likewise, district-level leadership should also research ideas implemented in
corporate entities relative to work-life balance, business-casual attire, flexible scheduling, cut-off
times for text messages and emails, and policies that support balancing work and life in a highly
technological age.
1. Provide training for school principals to develop their computer literacy when
working with school-related technology.
2. Research, develop, and implement work-life balance policies and support through
mentoring, flexible scheduling, retreats, and mental health support.

ISSN: 2168-9083

digitalcommons.uncfsu.edu/jri

3

JOURNAL OF RESEARCH INITIATIVES

VOLUME 6 ISSUE 3

SEPTEMBER 2022

3. Provide executive coaching to principals in the first three years of the principalship to
ensure principal retention, morale, and motivation.
4. Provide intensive technology-based training to support K-12 principals with the
technological task associated with this role.
5. Create an environment that fosters and supports flexible work hours and attire while
at the same time maintaining leader presence and professionalism.
6. Implement a no-text, no-email after a designated hour so that K-12 principals might
not feel compelled to be available 24/7.
7. Create opportunities for school leaders to engage in activities that promote physical,
mental, and relationship health, such as building a district gym for employees and
families, providing a nutritionist or health coach, and providing ongoing reflection
activities for school principals to stay attuned to their mental health.
8.

Consider activities appropriate for school designees (i.e., assistant principals,
instructional specialists) to attend instead of the school principal.

9. Be aware of supervisory actions, whether overtly or covertly, that send a message that
K-12 leaders must be available 24 hours a day through district-provided ICTs.
Actions such as sending emails after work hours and contacting campus leaders after
work hours for non-emergency projects.

ISSN: 2168-9083

digitalcommons.uncfsu.edu/jri

4

JOURNAL OF RESEARCH INITIATIVES

VOLUME 6 ISSUE 3

SEPTEMBER 2022

References
Armstrong, D. (2015). Listening to voices at the educational frontline: New administrators'
experiences of transitioning from teacher to vice-principal. Brook Education Journal,
24(2), 109–122. https://journals.library.brocku.ca/brocked/index.php/home /article
/view/429
Baydar, F. (2022). The role of educational leaders in the development of students’ technology
use and digital citizenship. Malaysian Online Journal of Educational Technology, 10(1),
32-46. http://dx.doi.org/10.52380/mojet.2022.10.1.367
Bryan, S. (2015, April 27). Principals struggling to cope with workloads developing health
problems, a survey suggests. https://www.abc.net.au/news/2015-0427/principalsstruggling-with-workloads-developing-health-problems/6425172
Burke, W., Marx, G. E., & Lowenstein, E. (2012). Leading, leadership, and learning: Exploring
new contexts for leadership development in emerging school environments. Planning and
Changing, 43(1-2), 113-126. https://files.eric.ed.gov/fulltext/EJ977550.pdf
Capelluti, J., & McCafferty, A.S. (2017). Text, tweet or take time off. Principal Leadership,
17(6), 40. https://mass[.org/?s=Text+Tweet+or+Take+time+of
Chesley, N. (2014). Information and communication technology use, work intensification and
employee strain and distress. International Journal of Mobile Human-Computer
Interaction, 7(3), 67–77. https://www.igi-global.com/article/out-of-work-outofmind/128324
Diaz, I., Chiaburu, D. S., Zimmerman, R. D., & Boswell, W. R. (2012). Communication
technology: Pros and cons of constant connection to work. Journal of Vocational
Behavior, 80, 500–508.
https://www.sciencedirect.com/science/article/abs/pii/S000187911100114X?via%3Dihu
Drago-Severson, E. D., Blum-Destefano, J., & Maslin-Ostrowski, P. (2018). Looking behind the
curtain: Principals’ internal experiences of managing pressing challenges. Journal of
School Leadership, 28(3), 315–343.
https://journals.sagepub.com/doi/10.1177/105268461802800303
Guerin, L. (2017). Smart policies for workplace technologies (5th ed., pp. 173–207). NO.

ISSN: 2168-9083

digitalcommons.uncfsu.edu/jri

5

JOURNAL OF RESEARCH INITIATIVES

VOLUME 6 ISSUE 3

SEPTEMBER 2022

Harding, J. (2016). Helping school leaders find balance. Leadership, 45(4), 8–10.
http://www.thesuccessfulprincipal.org/uploads/7/5/8/0/75800261/helping_leaders_find_b
alance_-_harding_-_2016.pdf
Koekemoer, E. & De Wet, W. (2016). The increased use of information and communication
technology (ICT) among employees: Implications for work-life interaction. South
African Journal of Economic and Management Sciences, 19(2), 264–281.
http://www.scielo.org.za/scielo.php?script=sci_arttext&pid=S2222-34362016000200008
Krzemienski, J. (2012). The impact of stress on elementary school principals and their effective
coping mechanisms. [Doctoral dissertation, Florida Atlantic University]. ProQuest LLC.
https://fau.digital.flvc.org/islandora/object/fau%3A4033/datastream/OBJ/view/impact_of
_stress_on_elementary_school_principals_and_their_effective_coping_mechanisms.pdf
Networked Workers. (2008, January). Families and technology. Pew Research Center.
https://www.pewinternet.org/dataset/january-2008-families/
Oplatka, I. (2017). 'I'm so tired and have no time for my family: The consequences of heavy
workload in principalship. Commonwealth Council for Educational Administration &
Management, 45(2), 21–41.
https://www.researchgate.net/profile/Izhar_Oplatka2/publication/320373516_I'm_So_Tir
ed_and_Have_No_Time_for_My_Family"_The_Consequences_of_Heavy_Workload_in
_Principalship/links/59e)a54c0f7e9bc5126c675b/I'm-So-Tired-and-Have-No-TimeforMy-Family-The-Consequences-of-Heavy-Workload-in-Principalship.pdf
Radicati, S. (2014). Mobile statistics report. The Radicati Group
http://www.radicati.com/wp/wpcontent/uploads/2014/01/Mobile-Statistics-Report-2014- 2018-Executive-Summary.pdf
Sayah, S. (2013). Managing work-life boundaries with information technologies in the case of
independent contractors. New Technology, Work and Employment, 28(3), 179–196.
https://www.researchgate.net/publication/259554412_Managing_worklife_boundaries_w
ith_information_and_communication_technologies_The_case_of_inde
pendent_contractors

ISSN: 2168-9083

digitalcommons.uncfsu.edu/jri

6

JOURNAL OF RESEARCH INITIATIVES

VOLUME 6 ISSUE 3

SEPTEMBER 2022

Sogunro, O. A. (2012). Stress in school administration: Coping tips for principals. Journal of
School Leadership, 22(3), 664–700.
https://journals.sagepub.com/doi/abs/101177/10526846120220039
Sungdoo, K. (2018). Managing millennials personal use of technology at work. Business
Horizons, 61, 261–270.
https://www.semanticscholar.org/paper/Managingmillennials%E2%80%99-personal-useof-technology-at-Kim/74289f0155b7 af64af7371b44ce9dee281b41cc6
Yelton, A. (2012). Who are smartphone users? Library Technology Reports, 48(1), 5.
https://journals.ala.org/index.php/ltr/article/view/4653/5506

ISSN: 2168-9083

digitalcommons.uncfsu.edu/jri

7

